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IBSIBICT 

A Study was conducted to deteraine the factors that 
account for the sustained and unusually high rate of particlpatlsn ia 
tuition-assisted education by Polaroid o«ployees. inforBatloa uas 
gathered by iaterfrieifs with Polaroid ■anageBent officials in the 
Huaan Besources Developient Groupi staff of the Iducation and Career 
Planning DepartBent; and eBpleyees who have participated in the 
progrsBi reTieii of internal poUcyi and library research. The study 
mBines the structure, proTlsions, and adilnlstration of the caapaiiT 
plan I the experience and BotiTations of plan Banagers and plan 
participants I and the corporate context In which the plan operates. 
Plndings shew that the coBpaay has a systeaatic and coaprahenslva 
serl«s of courses and prograBS for its hourly and salaried employees , 
inclnding internal and external prograas, org aBizational divelopient, 
and career and education counseling. The Tuition Assistance Plan la 
an integrated coaponent of this overall employee developaent proaram 
It pays 100 percent (for full-tiae eaployees) of tuition in advance 
for a broad range of coapany approved courses. Polaroid encourages 
eaployees to participate la the Plan by educational counseling, 
publicity in house organs, and word of aouth, Accardlng to Polac^ij 
flfured, approxiaately 6,000 (50 percent! of the sorporatlon »s 
dsaestic eaployees participated in an average of one-and-one-half 
internal or exteraal education and training activities during 
1977-78, Ten percent of the eligible doaestlc WOTkforce participited 
m the Tuition Assistance Plan, and of these, «0 percent were fcai 
the hourly ranks. Factors contributing to this hiah rate of 
participation appear to be the paid tuition, supervisory 
encouragCTent of education and training, and an atnosphere that emphasizes 
|hy_r wards of edueatlon. (KC) 
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This report 1s one of a series of case studies and policy research 
papers produced during the second phase of "A study of the Use of 
Education and Training Funds 1n the Private Sector." The name 
assigned the second phase of the study Is the Worker Education and 
Training Policies Project. The research reported herein was per- 
formed pursuant to a contract from the National Institute of 
Education^ U.S* Department of Health, Education and Welfare (Project 
Number 400-76-0125). Contractors-tinderta king-such project under 
Government sponsorship are encouraged to express freely their pro- 
fessiORf.l judgement In the conduct of the project. Points of view 
or opinions stated do not, therefore, necessarily represent offi- 
cial National Institute of Education position or policy^ 
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PREFACE 



Adult Americans have been participating in formal education and 
training programs in record numbers in recent years. The trend is 
generally viewed as a positive development • 

There is a rub; it involves the low profile cast by working class 
Americans in the ranks of participants in the adult learning boom. The 
hourly assMbly line worker, the skilled craf tspersons the salesperson, 
the secretary those alternately called the blue and pink collar 
workers ... by all available estimates are not participating at levels 
even reinotely proximate to their numbers in the population. 

There is within this situation many a paradox* Estimates suggest 
that somewhetG between 40% and 70% of this population are "would-be- 
learners ■% that is people vho say the^ want to participate in education 
and training programis. Yet the several studies of participation by 
working toericans in "tuTtien asslalfince pVogrM financial 
barriers to continuing education are largely overcome) have consistently 
revealed overall use rates in the range of 4-5%, 

That one of the single largest audiences and potential constituencies 
for continuing education and training progrms is currently not taking 
advantage of existing opportunities presents a significant public policy 
challenge. Especially is this so because ©f the importance of this large 
segment of society to the future productivity of individual enterprises 
and the broader econray. A question that marges In various forms isi 
Where does the "problCT" lie? Is the "problem" in the available opportunity 
or is it in the "would-^be-^learner" audience? Many observors would point 
to that 4% use rate figure with resignation. The wldence presented in 
this paper and in other case studies in this series suggests a need to 
look more closely at how the opportunity— tuition assistance for education 
and training — Is structured. 

The progrms described in these studies have attained rates of worker 
participation far in eKcess of national norms. They offer samples of 
promising progrms and practices to those in industry, unions, education 
institutions J and government concerned with enhancing education and 
training opportunities for workers. 

In the pages that follow, Kathleen foiox. Senior Associate at the 
National Manpower Institute ^ describes awl analyses the Human Resources 
Development ftogtmm of the Polaroid Corporation with particular attention 
to the corporation's tuition assistance plan. Of particular interest is 
the develppmental perspective which informs the planning and implmentation 
of Human Resource Development pregrfflnmix^ within the corporation and the 
degree to which. Polaroid had Integrated tuition assistance with its overall 
education and training approach* 



The study itself is based on extensive interviews with Polarpid officials 
and Human Resources Development staff and with Polaroid emploveas who have 
participated in botli internal education and training programs^ and external 
education supported by Tuition Assistance. Library research and review of 
Polaroid policy and progran documents supplemented the interview data. The 
questions asked were informed by many sources, principal among them being 
the members of NMI's National Advisory Committee and the findings from a 
major survey research effort carried out by NMI in 1976 and 1977 which 
sought to shed light on the extent of negotiated tuition assistance progr^s 

^^^^^^^ utilization of tuition 
assistance benefits. (The results of this effort are reported In summary form 

An Untapped Resources Negotiated Tuition Aid In th e Private Sector - Charner 
at. al,, 1978). ^ — _ — — - - -- 

This and its companion studies of highly utilized tuttion assistance 
programs — the Educational Opportunities Plan of Kiraberley^Clark Corporation 
and The Education Fund Programs of AFSCME District Council 37 — were begun 
in earnest nearly a year ago. These are the first of a series of reports on 
promising programs and practices and critical public policy issues in worker 
education and training Initiated under mi's Project on Worker Education and 
Training Policies which Is financed (under contract;) by the National Institute 
of Education* 

These case studies were Importantly Influenced in their content and 
form by two considerations. The first concerned the slender body of 
literature on tuition aid, in general^ and promising progrMS and practices 
in tuition aid. In particular. With phenomenal growth in the Incidence of 
tuition aid programs in private industry and the public sactor, and the 
consequent growth in the potential Importance of tuition aid as a resource 
to working Americans, employers, unions, and those education Institutions 
seeking to better reach the adult learning audience^ enhanced knowledge 
about this resource and how to make it work appeared to ua to be an urgent 
need. These case studies were designed to contribute to that knowledge base, 
with a view to meeting the Interests of a differentiated audience of ©nployers, 
unions, and education officials. 

The second consideration involves the methods employed to develop these 
case study reports. Our purpose was to fathom how these programs are de^signedj 
how they function, and how well they meat the purposes of program users and 
sponsors; and then to discuss those features in the contextual environment 
and in the program's "operant mechanics" that sem to account for the high 
worker use rates. Our purpose was not to test a thaory. It Is prmature 
for that, given the complex social situations and complax social organizations 
involved. Because our interest was to enhance discovery and to provide 
texture in the description, we relied heavily on a qualitative field research 
approach using a blend of techniques • observation, Informant Interviewing, 
document analysis, and small group dlscusaiona. The method la cof^tly, rigorous, 
and d^anding on the time of researcher and respondent alike. It Is our belief 
that the results are enhanced by the method* We hope that the reader agrees. 
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A prarequisite in thip kiirf of case study Is access to people knowledgeable 
about the program's administration, to users of the program^ to people outside 
the sponsoring organlMtlpn with Informed perspectives about the program, and 
to documentary Information, NMI was granted generous access to such people 
and records by senior officials of Polaroid Corporation, We are Indebted to 
these officials atvi to the staff manbers and participants of the programs 
who shared their experiences, perceptions , and knowledge with us* 



Gregory B, Smith 
Director 

Warker Education 

and Training Policies Project 
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EXECUTIVE SUmiARY 
POLAROID CORPORATION'S TUITION ASSISTANCE PLAN 
A CASE STUDY ~ 



Purpose of Study and Methodology 

This study was undertaken by the National Manpower Institute, with the 
Polaroid Corporation's cooperation and assistance, to try to determine the 
factors that account for the sustained and unusually high rate of partici- 
pation in tuition-assisted education by Polaroid CTployees. It is based on 
Interviews with Polaroid management officials In the Human Resources Develop- 
ment Group, and staff of the Education and Career Planning Department. In 
addition. Individual interviews were conducted with twelve Polaroid aiployees 
who have in the past or are presently participating in educational programs 
financed by the Tuition Assistance Plan. Review of internal policy and program 
documents provldad by Polaroid and library research supplemented the Interview 
data. Because of NMl's particular interest In educational opportunities for 
hourly workers, the study focusas primarily on the relationship between the 
Tuition Assistance Plan and Polaroid's overall educational progrms for hourly 
workers. The study exanlnes the structure, provisions, and administration of 
the Plan; the experience and motivations of Plan managers and Plan participants i 
and the corporate context in which the Plan operates. It is hoped that Its 
findings will be useful for public and private policy-makers concerned with 
education and training policy Issues, particularly for working adults. 
Company Context 

Polaroid's Tuition Assistance Plan cannot be underBtood without taking 
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into account the ©rlglns and history of this unusual American corporation* 
The company was founds Cin fact. If not in name) In 1932 when Edwin Land 
left Harvard University as a sophomore to establish the bas^ent laboratory 
in COTbr^dge^ Massachusetts that In 1937 became the Polaroid Corporation, 

Land's motivations in setting up his new enterprise were not primarily 
economic; rather^ Lai^ wanted two things? to create a setting in which he 
could see his Inventions through from inspiration to production and to create 
a model business enterprise one that prpvld^ "a worthwhile airf dignified 
work experience for all his raployeesVl These Intentions have significantly 
shaped the Polaroid Corporation throughout its half century of growth and change 
Polaroid has rmalned an econMalc enterprise in wjilch "other motivations (than 
profit) are of compelling Importancey^ 

For ov^r 30 years, the corporation has been in the forefront of development 
efforts in the photagraphic f±»ld and more rr in the manufacture of new 

cmeras and other instant photographic pi 

# Since the Invention of the Land Instant Camera in 1948, the company has 
enjoyed steady and sustained growths 

Since that lasdmark year^ the company -s workforce has grown 
at an astounding rate* For every enployee who worked at 
Polaroid in IP 48, there are 45 ^ployees today, a total of 
close to 16, 000 p One and a half million dollars in 1948 
sales has soared to more than a billion dollars in annual 
sales today. Earnings " a negative figure in 1948 " were 
more than 92 million last year, awi international sales, not 
draped of in 1948, were more than |400 million last year, 

Polaroid has expanded Cfro© 750 Main Street in Cambridge) to 
more than 50 locations in Itessachusetta, a network of eight 
distribution and service centers across the country and a 
nmnber uf manufacturing and distribution subsidlMties overseasi 

At the present time, Polaroid is the third largest mployer In Cambridge, 
Massachusetts, behind Harvard University ai^ the Massachusetts Institute of 
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Technology* The company^ a new manufacturing plante are dotted along Route 128, 
the beltway that circles Boa'ton, and many of the enployees in these facilities 
are drawn from nearby subarbs (Watertown, Needhw, Walthra) as well as from 
the center city of Bost^on, Over the past five years ^ these new plants have 
been filled with thousands of new employees recruited to meet Polaroid's 
production needs. At the present tlmej these hourly workers constitute 70% 
of the Polaroid workforce. 

As a highly technical and innovative company , Polaroid needs raployees 
who understand what they are doings who cm see how their tasks fit together 
to form a whole, who can work with managMent to improve the product ^ and who 
have the theoretical and conceptual skills to grow with their jobs and within 
the corporation*^ Xo train this kind of workforce^ Polaroid has dweloped 
over the years a systraatic and comprehensive series of courses and programs 
for its hourly and salaried aaployeas. These programs and courses include, 
among others i 

• Internal education and skills training progriras for both hourly 
and salaried CTployees; / 

• ManageDient development progrras and workshops for supervisors and 
managerial personnel! 

• Technology-based progrms and SCTinara for technical and nontechnical 
personnel I 

• Organizational development courses and programs for managerial person- 
nel and team leaders | and 

• Career counseling workshops to assist Polaroid mployees and supervisors 
In determlni^ career goals and methods for achieving thesn^ 

The Tuition Assistance Plan la an integrate component of this overall 

employee development prograa. The Plan »ists to finance eternal education 

programs i^epeiriently undertaken by Polaroid «ployees as well as cOTpany-lnitl* 

ated training progrms ^Ich require external education at area colleges, unlver' 




sltlesg o? technical scfioolip 

Pr: yislons and AdpinlgtratlQn of the Plan 



The Palarold Tuition Asalatance Plan prepays 100% of the costs of approved 
educational programs auccessfully cOTplat^ by Polaroid mployees* All half 
and full-ttae CTployaes are eligible to participate in the plan, and the amount 
of asslatanca available Is prorata based on mployees* scheduled houra of 
work C40 hours ^ £ull| 30 ^ 3/4 payment, etc.). Those working less then 20 
hours per week are not eligible. 

The guidelines for partlelpatlon are as follows i 

1. Aeceptable Schools 

" Schools are selected on the basis of tuition costs and/or re-* 
levanee of progrras to Polaroid's needs 

2, Acceptable Courses and ProgrMns 
^ Any basic course in reading , mlting, and arithmetic 

- Courses or programs which will Improve the mployee's skill 
on his/her present job as defined In an approved job descrlp- 
tton 

- Courses or programs which relate to the next job In the 
CTployee-s job family as described In the Polaroid clas- 
sification booklet and/or as defined in an approved Job 
descrlp^jlon t 

- Courses or progrms required or relevant to a trade or 
craft licensing or certification progrra appropriate to 
tlie indivlduai ' s^ e^ 
for the trade or craft 

- Specif Ic degree progrims (Associate and Bachelor 's d^rees 
and gradt^te diigrees) » All eniglneerli^ , scleiuie , mathematics , 
accounting, fl^nce^ and secretarl^ 

business owag^entp mar economics, 
journaflism, nursing, ai^ crlmlna justice progrras if 
currmtly job relat^< Courses in the College of Education 
or Public Administration currlcultm are not permitted under 
the graduate degree progrra. 

The Plan Is administered as one of unit of Polaroid's Htman Resource 
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Dwelopmant Group. Its budget of approxlaately $450,000 per year la eubinitted 
as part of the total HRD budgeti the Plau is corporately financed, as are all 
WD activities. 
Spi^.eial Features 

Educational Counaeling 

All smpl^^yees entering new tuition^aaaiated prograias are required to 
receive educational counseling before they may receive assistance under the 
Plan* The purpose of the counseling is to ensure that the mployee-s educa-- 
tlonal plans are within the guidelines of the Tuition Assistance Plan, to 
suggest alternatives if they are not, mtid to help the ^ployee select a school 
that is appropriate to his/her interests and convenient to his/her home or 
workplace • Polaroid's policy is to make the counaelli^ and application process 
as convenient for the employees as possible. Counseling is done at the em^ 
ployee's work site during or l^edlately following his/her work day. 

Publicity 

The Tuition Assistance Plan is widely publiclEri through formal brochures, 
persoimel policy handbooks p and Polaroid in^house media, e.g.. The Polu^old News 
letter and various division and cmmittee publications. Supervisors Me ex- 
pected to assist their workers to formulate career mwi ^ucational plans and 
-determine-ways to toplraent themp l^ormal publicity^ Is ^alao^wtd 
Approximately 50% of Polaroid's domestic workforce is ez^aged In at least one 
^ucation or training aetivlty during a given year, and ward of the Plan 
spreads through conversation on the Job and during breaks. One raployee in- 
terviewed during the sudy said, "Education is Just in the air at Polaroid." 
Plan Iff €ctlveness 

Polaroid's ^ucatlon progrras are based on the prmlse that the husbanding 



and developing of the Polaroid workforce is as Important for corporate aucceas J 
as control and development of machinei and materials.^ ' 

Polaroid's enployee participation in both Internal and external educa- 
tion and training progrma la astoundingly high. According to Polaroid figures ,3 
approximately 6,000 (50%) of the corporation's domestic enployeea participated t 
in an averaie of one and one-half Internal or External education and training ' 
activities during 1977-^78. (These activities includei skills training, manage-^ 1 
ment develbpmantp In-houie educational progrMs* career developnentj and eternal] 
courses or degree programs*) Ten percent of the eligible domestic workforce 
participated in the Tuition Assistance Plan* and of these, 4 OX were from the 
hourly ranks . 

What is particularly interesting about Polaroid is the fact that a rel- 
atively high rate of participation is sustained In the presanee of eKtenslve 
opportunities for internal educational activity. The findings of this study 
indicate that both management officials and Plan participants attribute high 
participation rates to two major Plan provlslonsi . 

1, 100% payment I and 

2, prepayment of tuition costs. 

The provision of career and educational counseling services and the \^ 
emphasis on supervisory encouragCTent of education and training also appear 
to have an Important effect on CTiployee participation in the Tuition Assistanca^ 

Plan, This confirms tha findings of recent studies that lack of Inforaatlon 

, ■ • . - .... .... ... ^^.^^^^ 

about job options and adueational opportunities Is an Important factor Inhlbltlfi^ 

worker participation in education. 

High level managemant conmltment to human resource development and to the 

provision of promotion opportunities for hourly workers are not condlclons ^| 

specific to the Polaroid Corporation or to its Tuition Assistance Plan. 



They dOj howevar, appear to play a large role as Incentives to employee 
participation in education* Both factors appear to be crucial in the for- 
mation of a working environment that both enaouragea and r^ards employee 
Invesanent in education and training. This tinal point may bear some emphasis i 
Polaroid is an unusual organization^ with a charlsmatle founder and a history 
that has the makings of an ^erlcan legend* Its growth as a corporation has 
been steady and s?istained for over 20 years, and it is a high-wage, technologi- 
cally sophisticated company^ dependent for its continuing success on the 
creativity, innovatlveness^ and technical skills of its OTployees. While these 
factors do not reduce the significance of Plan provlsioris ar^ administration 
in accDuntlng for the success of Polaroid's Tuition Assistance Plan, they do 
have an Important bearing on the high l^el of employee participation In 
educational activity* 
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I. INTRODUCTION 

In Daeraber 1957 ^ mt the annual meeting of employeeat Dr, Edwin 
Landp Founder^ Chalraan of the Boards and President of the Polaroid 
Corporation^ announced the fortaatlon of an "Office of Career Growth"* 
Its purpose was to assist Polaroid CTployees to Identify appropriate 
career goals and to provide financial assistance for educational programs 
undertaken to achieve these goals « 

The original provisions of what is now called the Tuition Asslstanee 
Plan allowed for the relmbursMent of up to $200 per sCTester to any 
CTployee successfully completing an educational course or program approved 
by the tuition assistance office. All Polaroid employees were eligible 
to participate in this plan. Twenty years later, in 1979, the plan pro- 
vides for the prepayment of lOOZ of tuition costs for each sucoessfully 
completed course or program* As these figures indicate, the Tuition 
Assistance Plan has undergone numerous transformations since its inception 
in 1957* The provisions and administration of the plan have changed as 
Polaroid Itself has grown from a small research-oriented company to a 
large manufacturing enterprise. What has renained constant over the years 
is the high rate of mployee participation in Polaroid's plan. According 
to company records, between 8 percent arid 10 percent of Polaroid's ell-^ 
glble workf orca has consistently participated jji education and training 
supported by the plan each year. ; Iforeover, although the participation 
rate has rmalned stable, the actual nimbers of raployees served have 



grmm significantly over the ysars mm Polaroid has increased its work* 
force from approximately 2,000 in 1957 t© 16,000 in 1978, 

This study waa undertfiUan by the National tonpower Inatltute, with 
the Polaroid Corporation's cooperation and aaaiatancep to try to determine 
the factora that account for the sustained and unusually high rate of partici- 
pation in tuition assisted education by Polaroid mployees. It is based on 
interviews with Polaroid manag^ent officials In the Humro Resources Develop- 
ment Groupi and staff of the Education and Career Planning Department. In 
addition I individual interviews were conducted with twelve Polaroid employees 
who have In the past or are presently participating in educational progr^s , 
financed by the Tuition AsslBtance Plm. Library research a^ review of 'A 
internal policy and program doct^ents provided by Polaroid suppl^ented the I 
interview data^ Because of IMI's particular interest In educational opportunitt^ 
for hourly workers, the study focuses primarily on the relationship between the >Ji 
Tuition Assistance Plan and Polaroid's overall educational progrmis for hourly 
workers^ The study SKmines the structure, provisions, and administration of M 
the plan^ the eKperlence and motivations of plan managers and plan participants , 
and the corporate context In which the plan operates. It Is hoped that £indlng§.^^| 
In the study will be useful for public and private policy-makers concerned with 
education and training Issues ^ particularly for working adults. 
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II. THE CO^ORATE COSTEXT 

PolMold's Tuition Assistance Plan cannot be understood without 
taking Into account the origins and history of this unusual American 
corporation. The company was founded (In fact. If not In nana) In 1932 
when Edwin Land left Harvard University as a sophonore to establish the 
baaanent laboratory In Cafflbrldge, Massachusetts that in 1937 becaBe the 
Polaroid Corporation. Land left Harvard to continue his research on light 
polarization and to develop an enterprise that would market the new sub- 
stance he had Invented and nmad "polaroid." Land knew that this new sub- 
stance could be used In myriad ways (fron, sunglMsea to automobile head- 
lights) and he wanted to create an enviroiment to support his research 
and dwelopment Interests. Consequently, his notivatlona in setting up 
his new enterprise were not prUBarlly economic. Rather Land wanted two 
things J to create a setting In v^lch he could see his laventidns through 
from inspiration to production ^d to create a model business enterprise - 
one that provided "a worthwhile and dignified work experlMce; for ail his 
employees."^ These Intentions have algrilf^ant^ shaped the Pbia^^^ 
tion throughout Its half century of growth and change. BoXs^oilhma^ rwk^nmd 
m econonilc enterprise in which "other motivations (than profit) are of com- 
pelllng Importance." 



As an orgOTization, however, the coi^any has changed enormously since 
Its Incorporation 52 years ago. It has been In the forefront of develop- 
ment efforts In the photographic field and recently In the manufacture of 
new caneras and other Instant photographic products. The most recent 
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invantiotis to reach the market includf the SX-70 cmmtA and the Ingtant 
luuvie cMera system (Polavlsien) • Polaroid corporate sales In 1978 
topped $1.3 billion. The 1978 Annual Report reaf£i™s Polaroid 'a epBmlt- 
mant to "the ^panslon of Instant photography through the preparation of 
products and Bymtmim that will help maintain (our) leadership in the field 

Edwin Land's invention and marketing of the Land camera In 1948 was 
the major turning point in Polaroid's history. This first "instant" 
camera broke all sales records and catapulted Polaroid into the ranks of 
the "major consiwier product producers." , 

Since that landmark year, the Company's workforae has grown 
at an astounding rata, for wary mployee who worked at 
Polaroid In 1948, thera are 45 employees todayi a total of 
close to le^OOO, toe and a half million dollars in 1948 
sales has soMld to more than a billion dollars In annual 
sales today* Earnings — a negative figure in 1948 
were more than 92 million last year^ and international 
sales, not draamed of in 1948 * were more than |40Q million 
last year. 

Polaroid has expanded (from 750 Jain Street in Cmbridga) 
to mora than 50 locations in Massachusetts, a network of 
eight distribution and service centers across tha country 
and a number of manufacturing and distribution aubsidiarias 
over seas. 4 

At the present time^ Polaroid is the third largest CTployer In Cam- 
bridge, Massachusetts behind Harvard Univarslty and the Itessachusetts 
Institute of Technology. The Polaroid headquartera. Imposingly set along 
one side of Technology Square in Cambridge, are near neighbors to MIT, and 
both the location and the address OTphasiga the corporation's ties with 
the Boston scientific consnunity. Polaroid's new manufacturing plants are 
dotted along Route 128, the beltway that circles Boston, and many of the 
employees in these facilities are drawn from nearby suburbs (Watertown, 



Needhffli, Waltham) as well as from the center city of Boston. Over the 
past five years these new manufacturing plaiits have be^ filled with thou- 
sands of new anployees recruited to meet Polaroid 'a production needs. At 
the present time* these hourly workers constitute 70% of the Polaroid 
workforce* 

As Polaroid has changed and grown, so has the composition of the 
workforce and the education and training needs of the company. The shape* 
structure and provisions of Polaroid's Tuition Assistance Plan have been 
modified over the years in response to these larger transformations in the 
corporation. But throughout Polaroid's 50-year history, Edwin Land has 
continued to be a powerful and pervasive force in the life of the company 
he founded. Until recently, he was not only Chairman of the Board and 
President, but also Director of Research, Not until 1975 did he relinquish 
the presidency to his long-time associate, Willlan McCune, Jr, Land's 
comltment to lifelong learning and to employee development and growth has 
been a crucial factor in the initiation and continuation of Polaroid's 
human resource development program. 
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til, mmM RESOURCE DEVlXOraBiT AT POLMOID 

Geals and Obi sGt Ives 

The Polaroid Corpofafilon im a highly teehnlcal and limovatlve 

company. Continue success requires that It stay In the forefront of 

r#search and deifelopmant In the field of Instant photography and that 

Its products attain high standards of quality. For these reasons, 

Polaroid wants eoiployBes 

who understand what they are doing | who ean see how their 
tasks fit together to fora a wholai who can work with 
manag^ent to tttprova the product | and who liave the the- 
oretlaal and aonceptual skills to grow with their jobs 
ai^ v±th the oorporatlon.5 

To train this kind of workforce, Polaroid has developed over the years 
a systmatla ai^ comprehensive series of courses and progriVQs for its 
hourly and salaried mployees« These programs and courses Include, 
among others i 

• Internal education and skills tralnli^ progrras for both 
hourly and salaried taployees| 

• Hanagement developiQent progrms and workshops for aupervlsors 
and managarial persoimeli 

m Technology based prbgrams and smlnars for technical and non- 
technical personnel I 

• Organisational development courses and progrras for managerial 
personnel and team leaders! 

• Career counseling workshops to assist Polaroid mployees and 
suptfvisors in determining career goals and methods for 
aehievii^ then« 

The Tuition Assistance Flan is an integrated component of this over-^ 
all employee development progrui* The plan ^ists to finance external 
education progr^s indep^dently undertaken by Polaroid ^ployees as well 



as company-Initiated training programs which require extarnal edueatlon 

at area colleges, univereltleg or technical achoola. 

All of the progrOTs outlined aboves including the Tuition Assistance 
Plan, are developed and administered by Polaroid's Human Resources Develop- 
ment group. As the chart below indicates, the Human Reaources Group is 
made up of six separate departments, each responsible for one aspect of 
Polaroid's CTployee development progrmn. The managers of each depart- 
ment report to the Director of Human Resources Development, who in turn 
reports directly to the Vice President for Corporate Personnel, 
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Although the Tuition Assistance Plan is administered by a separate 
unit within the Human Reeourcea Development Group, it is functionally and 
programmatically Interrelated with the Iducatlon and Career Planning De- 
partment. This department la responsible for Polaroid's career planning : 
courses and TOrkshopa and for designing and Implementing educational pro-- 
grams for hourly workers. : 

The broad goal of the Human Resources Group is "to balance the 
growth of the individual with the changing needs of the company."^ More 
specifically, Polaroid seeks to engage aiployees In a continuing educational; 



process which will help eniure their produ - Ivity and growth as 
Polaroid employees. Listed below are the publiahed goals of Polaroid's 
Education and Career Planning Department, They indicate the mbitious 
and comprehensive nature of Polaroid's CTployee development effort i 

• To re*involve adults in education 

• To assist individuals with the educational, portion 
of their career plans through education and career 
counseling 

• To prepare employees for more advanced education in 
local schools and colleges and cover costs through the 
Tuition Parent Plan 

• To provide relevant progrms and courses within the company 
to meet specialised educational needs of individuals and 
departments 

• To continue a better return on educational eKpenditure 
through the active involvment and experience of employees 
at all levels of the company in the educational process 

• To link literacy, skills training and other forms of internal 
education for employees with brief educational ^perlences 

to Improve their functioning In the workforce 

• To make all In-house education for hourly and salaried 
mployees relevant In content, more active in method and 
more functional in results #7 

The following section ^11 canine the programs of the Education 

and Career Planning Department to illustrate how Polaroid uses the 

Tuition Assistance Plan to achieve these employee development goals, 

particularly as they pertain to hourly TOrkers* 

Development Programs for Hourly Workers 

The educational programs developed by the Education and Career Plan- 
ning Department and the Skills Training Department are designed to enable 
hourly employees who so desire to move from in-house education and training 
programs to external education prograns (supported by Tuition Assistance) 



if the programs thay select are eligible under the provisions of the 
Tuition Assistance Plan, To achieve this goal the Education Department 
has designed a comprehensive series of courses that begin with basic 
concepts (and basic skills in literacy and mathCTiatics) and extend to 
advanced levels of course work. The Math Skills Series, for example ^ 
includes these courses: Beginning Arithmetic , Intermediate Arltlmietic, 
Advanced Arittoetic^ GED (high school equivalency) ^thematics and 
Transitional Math, As the course titles indicate, the series begins 
"at the beginning" and takes the student to the level of math skills ex- 
pected of a high school graduate* SupplOTenting these graduated series 
of courses are workshops designed to help OTployees develop study skills 
needed for college-level work; GED courses to prepare employees for the 
GED examinations; and workshops to prepare employees to take the CLEP 
examinations- Career and educational counseling services are also avail- 
able for all employees who request help. 

The graphic below illustrates the steps In Polaroid's education 

g 

and career development process i 




It is anticipated that employeas who have completed this process will be 
prepared to take responsibility for their own career growth and further 
education. For those who choose to go on to college-level work, the 
Tuition Assistance Plan is available to support programs eligible under 
the plan. 

The Human Resources Development Group Is also responsible for 
designing in-house training prograins to meet the manpower needs of the 
company. These training programs are vehicles for upgrading the skills 
of hourly workers, filling the manpower needs of the company from Inside, 
and providing promotion opportunities to hourly workers. At the present 
time, Polaroid is running three internal programs for hourly workers 
which require external education. Designed to fill manpower needs for 
skilled tradespeople, supervisors, and technical personnel, each program 
employs the Tuition Assistance Plan to support the required external 
education or training. Each program, briefly described below, prepares 
successful participants to take new jobs In skill areas where Polaroid 
has identified manpower shortages! 

1. Polaroid Trades Apprentice Program 

This is a three-year progrMi requiring on-the-job training at 
various sites and shifts, up to 300 hours of Internal skills training 
courses and 700 to 900 additional hours of technical training at a Polaroid 
approved educational institution under the Tuition Assistance Plan. All 
CTiployees with one year's seniority at Polaroid are eligible to apply for 
this program. Those who successfully complete the program are guaranteed 



jobs in the skilled trades at Polaroid. Competition for these slots is 

stiff with an averaga of 40 people accepted from an applicant pool of 

approximately 300, 

2, Polaroid Superv^isor Training and Education Program (STEP) 

The objective of this program for huurly workers is "to provide a 

transition from doing to leading by acquisition of college level education 

in science, business, and the hmnanltiesi skill development in Polaroid 

g 

technology, human relations, and admlnistrationi and job eKperience." 
Selected candidates spend approximately 240 hours per year (for tw years) 
in internal training progrms^ and 120 hours per year in an eternal edu- 
cation program at Boston University, the latter supported by tuition 
assistance. Upon successful completion of this program, participants are 
eligible to enter their junior year at Boston Unlvarslty, In the second 
year of the program, trainees are given supervisory responsibilities; up- 
on graduation they are guaranteed permanent supervisory positions « This 
progrm is the primary mems for hourly aiployees to achieve supervisory 
rank. As is the Trades Progrms STEP is highly competitive and selective, 
with 30 participants selected from approximately 300 applicants. 
3. Polaroid Internal Technical Co-op Program (PITCP) 

This progrMi is the n^^st of the three "tuition-assisted" pro'- 
grams « Its first class was Inducted January 1978 into an ^pariiBental 
program designed to achieve two objectives i 

a. To provide an opportunity for a lijilted ntmber of regular 
miployees to earn a B.S. degree from Northeastern Univer- 
sity in one of several technical disciplines while main- 
most of their base Income and 
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b. To provide the corporation with a vehicle to fill 
a portion of Its growing draand for technical super- 
visors, scientists^ computer science specialists, and 
engineers with people ^o have ^perience working 
at Polaroid. 

Graduates are expected to be competitive with the men and wmen recruited 
from outside to fill entry-level salaried positions, and participants in 
the program are required to remain In the top one- third of their class. 
Progr^ design calls for the combining of full-time Polaroid work assign- 
ments with full-time college study periods over a specific period of 
time on an alternating basis* Participants will maintain three-quarters 
of their base pay during this period and upon suecessful completion of 
PITCP have in hand a B.S. degree (entirely financed by tuition assistance) 
from Northeastern University and a guaranteed salaried position at 
Polaroid as a technical supervisor, supemrlsor, assistant scientist jerigi* 
near or programmer /programmer analyst. 

As the previous discussion makes evident, Polaroid Is committed 
to employee development and to a policy of Internal promotion* Impl^ent- 
Ing this policy requires provision of education and training opportunities 
for hourly enployees so that they are prepared to undertake new Jobs and 
greater responsibilities. The Tuition Assistance Plan is one means used 
by the corporation to achieve this end* The n^t section reviews the 
provisions of the Tuition Assistance Plan and describes its administra- 
tion* 



IV. THE TUITION ASSISTMCE PLAN 



The Polaroid Tuition Assistance Plan prepays 100% of the costs of 
approved educational programs successfully completed by Polaroid mployees. 
All half - and full-time mployees are eligible to participate in the plans 
and the amount of aasistanee available is pro-rated based on mployee's 
scheduled houifs of work (40 hours = full| 30 " 3/4 parent etc,)* Those 
^jorklng less than 20 hours per week are not eligible. 

The guidelines for participation are as follows s 

1# Acceptable Schools 

- Schools are selected on the basis of tuition costs and/or 
relevance of progrms to Polaroid needs, 

2- Acceptable Courses and Programs 

- Any basic course in readings writings and arithmetic* 

^ Courses or progrms which will Improve the employee -s 
skill on his/her present job as defined in an approved 
Job description, 

- Courses or programs which relate to the next Job in the 
CTployee^s job family as described in the Polaroid 
classification booklet and/or as defined in m approved 
Job description, 

- Courses or progrms require or reievwt to a trade or 
craft licensing or certlftcatlon progrm appropriate to 
the Individual's career ud specific to Polaroid's need 
for the trade or craft. 

- Specific degree progrms « Associate ^d Bachelor's degrees 
and graduate degrees^ Ml science , ma thOTatlcs, 
accountings finance and ^acreta^l^ 

buslQMs maiiAguenti marketl^v t^ans^ 

5oUrMl|mp nursbiygp. aM criming Justice prbgr if currently 
jpb ^litefi* Courses in .the College of Iducatlon^ 
AdmjUilstratlon curriculw are not permitted ui^er the graduata 
degree pj^ogr In g 



Tuition assistance covers 100% of the tuition fee; it does not 
cover registration or late fees , certification or licensing fees ^ cost 
of books , drafting or laboratory supplies , child care or transportation. 
Students must receive at least a grade of "D" to be eligible for tuition 
assistance. Several grades of "D" will cause the Tuition Assistance 
Administrator to request a review and schedule a counseling session ^Ith 
the eraployee/student . If the student fails or drops out of the course, 
he/she must return the tuition advance to the corporation. 

Educational Cojmsellng 

All mployees entering new tuition assisted programs are required 
first to receive educational counseling* The purpose of the counseling 
is to ensure that the OTployee-s educational plms are within the guide- 
lines of the Tuition Assistance Plan and to suggest alternatives If they 
are not^ and to help the employee select a school that is appropriate to 
his Interests and convenient to his home or workplace. The counseling 
is done by the Tuition Assistance Administrator and by a Senior Iducatlon/ 
Training Specialist In Polaroid's Skills Training Department, ApproKi-^ 
mately 300 prospective students were counseled in 1977--78, Polaroid's 
policy Is to make the counseling and application process as convenient 
for the CT!ployee as possible. Counseling is done at the work site during 
or inmedlately following the employee's work day. 

The Application Process 

Once the employee has received educational counseling ^ decided upon 
a course of study, and chofen a school , he or she requests a Tuition 



iKpenses for these itras are aov»ed for participants in the 
PITCP progrM. 
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Assistance Request Form from the unit secretary in his or her department 
or division. The employee Indicates the title of the course(s) and the 
school to be attended; number of credit hours; degree credit hours; 
degree credit, if applicable; cost of the course(s) ; and start and 
finish dates. The anployee's supervisor than reviews the application 
and indicates in what "educational** category the proposed program belongi 
e,g., "present job related"; "future Job related", etc. The supervisor'i 
manager must then review and sign the form and return it to the unit 
secretary* who forwards the completed form to the Tuition Assistance 
Administrator* 

Although the Tuition Assistance Request Fom indicates that the 
manager must ^'approve** the request, in fact, all requests are forwarded 
to the Tuition Assistance Administrator, Only the Administrator, with 
the exception of the Director of the Human Resources Group, has the 
authority to approve or deny tuition assistance requests. If supervisory 
approval la withheld, or if the request does not meet program guidelines, 
the Administrator will meet with the prospective student and his or her 
supervisor or manager to try to arrange an alternative course of study 
that will meet the needs and interests of both the corporation and the 
employee. Employees denied assistance have the option of appealing 
to the Director of the Himan Resources Development Group. According to 
the TA Administrator^ however^ appeals are rare. The counseling pro- 
cess helps ensure that the requests will be met^ and the Tuition Office 
seeks to discover satlsfaetory alternatives where the Initial request 
is denied. 
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Once the request has been approvad, it Is fotirarded to the payroll 
depa^^tment where a check la isaued to the raployee to cover tuition* The 
employee must submit grades and proof of payment to the education depart- 
ment within six weeks of the end of the course. If this information is 
not provided or if the student fails the course and does not voluntarily 
return the advance the Tuition Assistance Administrator authorises the 
tuition advance to be deducted from the OTployee's paycheck. Polaroid 
loses a email mount of money each year from employee abuse of the Plan. 
However^ the loss Is considered negligible In light of the major benefit 
pre-payment affords raployeee engaged In ©eternal education. 

Plan Administration and Financing 

The Polaroid Tuition Aselatance Office is located in an old farm- 
house on the outskirts of Walthmip Massachusetts s adjacent to Polaroid's 
recently built fllDi manufacturing plant. The plan is administered by 
Tonl Gallagher, who twenty-^five years ago oarae to work at Polaroid as 
an assanbler in the camera manufacturing division. With one clerk 
assistant, she administers the 9450,000 tuition assistance budget under 
the direct supervision of Donald FroMaglia, Director of the Human 
Resources Development Group. She is responsible for authorising payment 
of assistance to qualifying participants | assisting mployess in. choosing 
appropriate courses, progrms and educational institutions | establishing 
and maintaining contact with teachers and professional staff from schools, 
colleges t and univarsitles in the greater Boston area; consulting on 
probl^s and answering educational progr^ inquiries | and reporting to 
each Division quarterly on raployee participation in the plan* 
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As tha administrator of one unit in Polaroid's Human Resource Develop- 
ment Groups she meets regularly with the managerg of the four other 
departments and with Donald Fronzaglias the Director of the Group, to 
evaluate progrM progress , discuss problms^ and design new programs. 
The plan is financed through Polaroid corporate headquarters and the plan 
budget is submitted each year as part of the total budget for the Human 
Resources DevelopmeuC Group* According to the Tuition Assistance Admini= 
strator, approximately $450,000 has been budgeted for the plan each year 
for the past several years - 

Publicity and Outreach 

The Tuition Assistance Plan is fomally publicised in Education De- 
partment brochures provided to all new oiployees during orientation 
sessions « The following excerpt from the Education Department's "Programs 
and Courses" brochure is characteristic! 



Employees who wish to enter eternal degree programs in 
local universities or colleges, or take a Job-related, 
tuition-sponsored course, need to talk to the Tuition 
Administrator^ Ton! Gallagher, Farmhouse, Waltham 
Extension 2306, for resource information^ Students 
entering new tuition-assisted programs in Education re- 
ceive educational counselingp Referrals to education 
counselors come from the Tuition Administrator, from 
suparvisors, and by word*o£--mouth from other mployee- 
students. Prospective and current students are able to 
discuss the viability of a variety of programs within 
the several doEen institutions approved in Massachusetts 
and other states. Some of those counseled are directed 
to lA^house courses or programs In the Education Depart- 
ment » as these may better maet their needs than those in 
outside instltuclona* 
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A mora elaborate Education Departaent publication (which Includes 
detailed deacriptions of all deparcmTOt programs, courses, and aervices) 
details the procedures for plan application and approval, explains the 
purposes of the required '^education consultation'% and includes photo- 
graphs of the Tuition Assistance Administrator and of Ed Dubois ^ tha 
Iducational Counaelor, 

The Plan is also publicised in yearly "Plans and Progresa" meetings 
which are the modern descendents of Dr. Land's original yearly meetings 
with employeas at which the Tuition Aid Plan was first announced. At 
these gatherings, "plans and progress" in hraian resource as well as 
product development are announced^ and new and continuing education 
programs are described and promoted , 

The Polargld Newsletter is yet another vehicle used to publiciEe 
Education Department programs * including the Tuition Asalstance Plan* 
The January 10, 1979 issue of the Newsletter featured two articles on 
the Tuition Assistance Plan. The first, "Tuition-Aid Ruled TaK-Free in 
1979," described the provisions of the new tax law that ec^pts tuition 
assistance payments from an OTployee's taxable Income ^ and cited the 
Tuition Assistance Officers efforts on behalf of the legislation: 

Polaroid's Himan Resource Group supported the Senate bill 
by communicating directly with Senators Kennedy and 
Brooke and Speaker of the House Thomas O'Kail. In addi- 
tion, the Tuition Assistanca Office mailed over 1,000 
letters to CTployeas ecplalning the bill and providing 
then with form letters to be sent to their congressman. 

The second, "Tuition Assistance Helps toployeea Earn College 

Degrees" lists all graduating anployeeap indicates the degrees received. 



and oenveya Folareld'g congratulations s 



''We ^tend our heartiest coniratulatlons to all of Polaroid's 

19 graduates," aaid Tuition Administrator Tonl Gallagher* 
"It's somettaM difficult to maintain good grades with a full 
time job, but theae graduates would probably agree that it's 
been worth the effort." 

The January Newsletter also armeunceSs "Education Week begins 
January 16 Company-wldai " the ensuing artiele describes yet another 
method by which Polaroid's Education Department publicizes its progrms 
and se^ieea: 

MMbers of Polaroid's Education Departottent will tour the 
company this month to familiarise CTployeas with the 
entire range of Internal programs md services* 

Departtent staff mmbers will visit various company sites 
January 16^ 17, and 18 to «plaln courses being offered* 
They will be available in cafeterias at 750 M, 640 Iffi, NB, 
N,or 1 Main Street, Walth™ and R3* 

The Polaroid Newsletter Is the major but not the only "news*' medium 
carrying articles about educational programing. Company divisions and 
CTployee COTmittees also publish newsletters which periodically focus 
on education Issues or progrms. For ttamplep Resource is the house 
organ for three of Polaroid's voluntary Afflmative Action Cqamlttees* 
itophaslzlng the achievCTents and needs of minority and fCTale Mployees^ 
Resource highlights education and training opportunities and activities. 



"Soma 42 toployea Begin Trade Careers'* (A description of the 
Trade Apprentice Program) , 

"STCT spells Advanctoent for Hourly anployees" (profiles 
mlnorltf and f CTale mOTbers accepted Into the Supervisor 
Training and Iducatlon Frogrm) . 

"New WAAC subcooalttee presses advancment for hourly workers" 
(announces subcwnmlttee-p IntTOtion "to help hourly workers 
laarn about the (toparlenca^ a Education necessary for each 
jiab fOTlJ^ In the CTOpai^) , 



Education Dapartraent publications and Polaroid news media are the pri^ 
mary channels for publicizing both internal education program and tuition 
assistance* However, they do not begin to exhaust the resources devoted to 
this purpose. Other ways in which Polaroid raployees can learn about 
the plan include i 

1* The Polaroid Career Development Series 

This program, open to all employees ^ aids individuals in 
assessing where they are in terms of their values, interests, and skills. 
It helps thm determine the career directions beat matched to their own 
characteristics and aids each participant to develop Individualized goals 
and workable action plans to successfully attain them. 

2* Career Counseling Training for Supervisors 

The purpose of this ten-hour course is to train supervisory 
personnel in career counseling skills so that they can better aid their 
employees in eKploring career directions. 

3. Personnel Policy and Wage Administration Seminars^ and 
Personnel Policy Sgnlnars for Secretaries 

Both SCTiinars, the first for supervisory personnel and the second 
for secretarial staff, are among the most popular of Polaroid's internal 
courses. They familiarlM employees with Polaroid personnel policies and 
related programs. Education/ training policies and programs are covered 
here. One of Ton! Gallagher's rasponsibilitles is to conduct a one-half 
hour session on the Tuition Asslatance Plan during the PPS for secretaries. 
Informal Publicity 

Informal information channels also appear to play a significant role 
in the high visibility of Polaroid U Education Program and Tuition Assis- 
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tance Plan* As one employee put it» "Education is Just In the air at 
Polaroid" and many CTployees learn of the Tuition Assistance Plan In 
convergation with fellow workera. "A multiplier effeet is at work," 
stated one Plan participant* "There are so many people t .ng couraes 
and talking to each other about them, that others are encouraged to do 
it (take courses) s too." Several employeea described how fellow workers 
and supe^isors had helped them with homework assignments and provided 
emotional support and encouragement. And without eKception, employees 
interviewed in the course of the study mentioned the importance of super- 
visory encouragement and advice in their decision to take external courses. 
Conversely, the supervisory personnel interviwed all Indicated that 
support for employees' educational development was a crucial aspect of 
their responsibilities. One supervisor, herself a 45-year-old returnee 
to college under the Tuition Assistance Plan, "talked to each of her 
employees Individually in the past year about their work and career goals." 
Although it appears that technically-oriented ^ployees fare better then 
clerical workers, for example, in garnering aupervlsory interest and support, 
it was evident that educational activity is highly valued and strongly 
encouraged at all levels of the Corporation. 

Polaroid Relationships with Area Educational Institutions 

Polaroid offioials appear not overly eager to establish eKtensive 
relationships with any single educational institution in the Boston area. 
Citing the "rapacious nature" of certain post-secondary schools, "especially 
when they find ^ut that students are Polaroid employees," several Education 
Department staff enphaslised the importance of keeping up with area educational 
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offerings to ensure that the students are directed to programs "that will 
really be useful to them." Polaroid's attempts to work with certain Boston 
area schools have been disappointing in several instances, and it is these 
experiences that have made Polaroid officials mphaslze standards of per- 
formmce when negotiating for new progrms. Ac cord ii^ to the Director of 
Hum^ Resources Development, "Many proposals (submitted by local post- 
secondary institutions) to do courses for Polaroid are generally substari- 
;\ tlvely unacceptable and too expensive*" 

Despite this ^generally critical viw, the corporation does have 
cooperative relationships with sweral area colleges and universities* 
The tultlon-assistad training programs are all being conducted in co- 
operation with local educational institutions/ 

In^loyees participating^ in the Potaroid Internal Technical Co-op Progrm 
are enrolled full-time at Northeastern University in programs leading to 
bpchelorjs degrees in physics, ch^is try,; computer science, chMical engineer^ 
Ing, mechanical engineering, or electrical engineering. Northeast era was, 
selected as the participating university, states the PITCT brochure, "because 
of Its lengthy ^perience in co-op progrMS, its solid educational reputation, 
and its receptive and enthusiastic; response when approachild with this proV 
grm/' Supervisory trainees mrolled in the Polaroid Supervisor Training and 
Educatio n ProOTTO attend for two years a specially designed Education Progrto 
at Boston University, and Apprentices in the Trades Apprentice Program are 
completing their eKternal education requirments at Wentworth Institute, 
a Boston vocational/ technical school* 

In addition to these relationships, arrangraents are of ten made for 
instructors from nearby universities or technical schools to teach In 



pQlatoid*s inter nal education prograa. For ^anple, l^iyidual tutorials 
in Basie Skills eurrently are balng taught by part-ttoe outaida instruatorsp 
and special progrttifi hava bean arranged through Babeon College In economics 
and computers. 

In general » however , Polaroid prefers to rely on internal talent 
and on internal design and lAplmentation of courses. Since 1970, the 
ffitD Group has been training Polaroid mployees to teach their fellow 
workers in a variety of subjects. The Polaroid literacy program was 
originally staffed aljiost entirely by Polaroid Mployees who formed 
a "peer" teaching staff | the rationale for this apporach was "the scar-^ 
city of trained professionals to teach adult literacy a^ the recognlEed 
value of a large reie^oir of talent within the crapany," *®At the present 
time 9 the Education Deparment offers pr^and in-service training to 
Polaroid raployees who wish to teach in any of the corporate prpgrms. 
nils cultivation of In-house talent is both practical and in line with 
Polaroid's conDd^tment to mployee developments Ii^house design and 
l^lnentation of courses ensures that Polaroid gets courses tailored to 
its specific needs « and training wployees to teach thw is another way 
to provide career opportunities for the Polaroid workforce. 
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r V> : TOAN EFFECTIVENESS 

Polaroid's education programs are based m the pr^lsa that the 
ta d^eioplng of tha Polaroid worUorce Is as, Isiporcaiit 

- for 'corpbrate siicM as control and developffient of machines and materlals^^ 
v From iimnag^ent 's vl0ii^ himan resourcs diivaj^pment inveatman 

be Qonsldar^ successful If a large propertibn Polaroid workforce 
participates in education and If the ImresOiants of the corporation and 
the ^plpyee pay of f In productlvlQ^ gains for the corporation andi 
Job growth and carear mobility for the fflployee^ The evldanca la impres- 
sive that this la happenings 

Polaroid's i^plpyaa . participation In both internal and eEtarnal edu- 
cation and training progrTOS^l^^^ According to Polaroid 
figuras, approxd^taly 6,000 iC50 percent) of the corporatlbn's dimes tic 
^ v CTplayees participate In a^ of 1% Internal or axtttnal ^ucatlon 
and training progrms during 1977-78. (These activities include skills 
training^ managraant developmant, ^ucatlon, carew develoffflient^ mnd 
: extarnal courses or degree progrms,) Ten percent o f the eliglbla domestic 
workforce participated in the Tuition Assistance Plan and of these ^ 40 percent 
were from the hourly ranks. 

The primary reasons for mployaa participation in the Tuition Asslstanca 
Plan, Insofar as these can be generalized from Interviews with plan par tlcl* 
pants, are stralghtf orwardly econralc# ^ li^loyaes are seeking advanc^ant to 
morit responsible and better paying Jobs. For many, the goal is "to break 
^ranky" the Polaroid taxm for moving from hourly to salaried status. 



The taportanet of eduQation tow mdymmmmnt within Polaroid appears 
to bs widgly undwstood moug enployees. Aceordlng to one geMral auper- 
vlaor^ "Iveryona knows that you^ra llmltad at Polaroid without a dagraa. 
A degree Is neoesaary to move from suparvlsor to genaral suparvlsory and 
It's even hard thase days to make sup^vlsor vlthout a collage degree." 
Plan partlelpants Intervl^^ In the course of the study oonslstently 
CTphaslzed .his point, "You ean't get anywhere at Polaroid without edu* 
cation^" was the refrain eonstantly rapaated as was the aecompanylng chorus, 
"You can see the pay-off. People who have gotten ^ucatlon and assert 
theiBselvas move up," Said one hourly plan participant i 

Of the nineteen people In my original training program , 
only six are still at tochlnist Level A| tha othars 
have moved up Into technical areas at higher grada 
levels or have moved^ Into supervisory or parsoxmel 
positions. 

Management spokesman relay the sue message about the necessity of edu- 
cation for advanCOTent, According to the Manager of the Education and 
Career Planning Department, "There Is a low correlation between coming 
into Polaroid with a high school diploma and success at Polaroid | there is 
however, a very high correlation baMeen further education and success 
within the crapany." 

That education correlates with success was strikingly confirmed by 12 
Polaroid mployees who had been or are presently participants in internal 
programs or in eternal education supported by the Tuition Assistance Plan. 
Elevsi of the 12 ^ployees had starteS their careers at Pplkrbid as hourly 
workers. Eight of the 12. had "broken rank" Into salaried positions, the most-^ 
difficult leap to negotiate In any Industrial enterprise. Five of these eight 



ware Suparvliors or Geneva! SupervlBots} three were» reapectlvely» ^'Senior 
Engineer, "PersOEmel Aiipelace^* and "Dlreater of COTnunlcatlani," Three 
others were technical hDurly workers at the top of tt^lr gradas, who antle- 
Ipaced "breaking rank" as soon as they had e^i^leted their collei^ degrees # 
The twelfth CTployee Intervlew^p a mraager, has always held salaried rank 
at Polaroid p but he too h^ partlelpat^ to the Tuition Asslstanoe Plan 
to enhanea his caraer. A chratcal engineer when he esne to Polaroid^ tMs 
mployae earned his M^B.At under the Tultlop Asslstmee Plan, All of these 
employees firmly believe that the educatiou they had undertaken at Polaroid 
had enhanaed their opportunities for growth and mohlllty. Analysis of their 
"career and education paths" supports thfc Interview data. Below are four 
representative careers » develops from Interviews with employees: 



1. ^ployee Ai Present positions DlOTomi Topl M^ 

Entry Position ^ tochine Operator 

Education at Polaroid ; Internal courses In machine 
tool operator: training! « 

hlueprlntingp metallurgy (19 fresentJy 
enroll^ in B.S. progrsn In vocatlonail ^uaa^^ 
Career Goali to become a sMlls training specialist 
at Polaroid. 

2. Bnployee Br Present Position - Technical Aid #7 (hlghes 

hourly rank In the minufacturl^ 
division) 

Entry Position * Genial Operator #5 

Education at Polavold i AA In Accounting; presently 
enroll^ in B.S. progrm In iottputer systCTS. ' 
Career Goal i Promo tlon to Craputer Systtos Specialist 
upon crapletlon of degree. 
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3, Employes Cs Present Position - Ganeral Supervisor 
Entry Position * Technician #2 - - 

Education at ^ctldtoii i/ Im^hoxiBB courses in writing , 
, coDpMltlonp and^iigllshj external courses inequality 
eontrolj and^iMf^laen^^ AA In industrial 

oanag^^tl ^ Bt''i4 mra^ ^ science (1976) . Presently 

enrolled in MBA!"prog^m, ' 
Carear poali Manage 

4- En^loyee J>i Present Position - Peraomel Aasociate #3 
Entry Position ^ H^ical Secretary 

Education at Pol^oid ; B.i. in Management | currently 
euolli^ in ^lA prog'ram. 
^ Career Qo^^r^Top-level" management : 

These career histories indicate tiiat investment in education is paying off 

for both the ^ployee and the company. 



Management statsnents qbout the effectiveness of Polaroid's ^ployee 
development efforts make the same point. 
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In our laboratorias we have again and again delibeifately 
taken paople without sclentifla training, taken people 
from the production llnep put thra into research eltuatlons 
In assoaiatlon with orapetant reaearah peopla, ai^ just 
let Choi be apprentieesp What we find Is an maslng thing,* 
It's like taking tha tulip bulba which hws been in the 
cellar all winter and putting thm in spring ioil, * quite 
suddenly and amazingly they flower ud they flourish* In 
about too years we find that these people » unless they are 
sick or BmBhow unhealthy , have become an almost py^allon 
problemi they have become cr^tlve. 13 

The employees interviewed In the course ojf this study ^hiblted a great 

deal of "flowering and f lourlshii^," All those currently In school under 

the Tuition Assistance Plan said that enj orient in learning was both an lia^ 

portant motivation and a reward for continuli^ their education* "A curious 

thing has happened to met" said one CTployea who had until recently pursued 

only technical training i 

Everything I*m studying now Is acadCTic rather than 
technically oriented and practical. But I love it, 
particularly psychology, w^ discovered 
Mcentlyr^ r'va icm that 1 really want to do th^ work^ 
and my grade point average is at least one grade point 
higher than It was In high school. 

Another aiployee mentioned the "synergy" that results when work md 
school are crabin^i 

I would have moved up faster if I h^ taken all my edu- 
cation at one sitting. But the synergy between working 
and going to school is trmendoug and personally very 
rewarding. 



Other CTployees cit^ the gratification they receive from acad^c 
achievement . Particularly for older studenta and for those who had not 
been acadmlc stars in high school, doing well in collage was a marvelous 
^erlence, contributing significantly to their self-estera and self -confi- 
dence. Others described enthusiastically the pleasure they experienced in 
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dlsaaverlog the disciplines that were "right" for them. Moreover, school 
is helping these mployees aseertain the "right" career paths a^ jobs for 
thCT within Polaroid. Interest , ^cltOTent, pride — a discovery of the 
pleasures of learning all cMie through strongly in interviews with Tuition 
Assistance Flan partlelpants* 

Family Ufa was ^provad as well, according to employees with families. 
They deicrlbed the nightly ritual of "doli^ homework together with the kids" 
which Increases rapport with their children and eirtmnees the children's 
own motivation to iMrn, An older woman, currently studying for her B,i* ; 
in business administration^ said that she "felt that going to school helped 
her relate better to her college age son." She smilingly confided that she 
is looking forward to Inviting all her children and graadchlldr^ to her 1981 ; 
graduation ceremony, Thase ^loyees conceded that cMiblning school, work, f| 
and fmlly life was a dlffleii^ but they iodleated that, 4 
on balance, the econcplE, Intelleetual, and Mjetional benefits far outweighed 
Che , coats. . - , .„.„„,„,;.:^,„™,.,:...,, .,.,,,,. ,.._...„„...„.,.,„.„„..„,.„,^^^^ , ,^ . ' 
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VI. SUCCBSS FACTDRi 
; _ . P?.^%ip^ ^11 exmina Ehs factors that spfsar.rto account 

j . t^^, succass of PoXarold'g Tuitioa Aealstaaca.Plan, 1 Structural factors 
(tha^ provialou aod "a^lnis tratlon of .tha f laa) , br&anlgatfooai f actora 
i/ (corporata cllaatap iBaaagttaa|;^attitiJdfeSp oppQrtiiaitjr. structure , aod 
eaviromiaatal factors (^ucatloaal oppprtualtlas^^availabla to Polaroid 
^plo]faaa)^ all play aa laportaat. rola In datarmln^ig tha high rata of 
par tlclpatloa la Polaroid's Flaa^ . 

itractural Factors 

^ Intarviiws with Polaroid jm^mmnt officials and id.th plan partlci- 

paata Indlcata Chat tha most -slgalflcaat structural factpriiL aff 
partlclp^filoa In tha plan ara; 

1. Tha provision for lOOZ paymant of ^itiqa ^costs; 

3* Tha provision ©f aquity for ^Ourt 

- Payment Provisions - . . 

Haaag^ant off icials indicated that the curraat paymaat provisioas wlr^ 
institute purposely to eacouraga the participation of hourly workers in 
^ the plan. And ia fact^ neither the 100% payment provision nor the pre- 
payment provisloa was, instituted until tha late 1960s -when the numbers 
of hourly workers at Polaroid were increasing rapidly as tha c^any 
expanded Its maaufactux^ag capability, Thespian participants li^itarviewed 
s unanimously ^^a^- that these^^cwo provlfllons ware critical to their vabllity 
*: . to under taka an aducationa]. program.- , . . " ' 

'-^^ , * The Equl^ Provision * ^ . 

* ^ , ' ' - ' ■ 

^. %VflqjBl^'» means, in this contat, that hwrly a^ sallied anployees^^'^'^l 



meltie^ te the mmm tuitira assistu^e benefits • Mthough It Is 
difficult to detenilne the weight of the equity provislDn in essesslug the 
' success ©f the plan» both maMg@nent officials ei^ plan par tlclpents 
mentioned this provision frequently as a factor contrlhutlng to the high 
rate of participation by hourly vorkera. It appears that this provisl^ 
has consldarable psychQloglcal ^pact In that it slgiMls managraent support 
and encourag^ent for hourly nployees to engage in ^ucatlon. Hourly 
^loyees Intervleifed In the cowse of the study clearly felt that the Tuition 
Assistance Plan was thtte for thra to usei they did not indicate in any way 
that education "was not for thm*" One can speculate that the equity provl-^ 
slonp plus folaroid's Internal prc^tlon policy p plus the company's ^tensive/ 
internal education progrra work together to encourage the participation of 
hourly ^^loyees in educational activities^ 

Several other factors appear to have less significant but still 
noticeable tmpSLQt on the level of mployee participation in the Flan^ 

- Application Proc^wes ^ . 'u^ 

Applying for tuition assistance at Polaroid Is a relatively slmpla 
matter. Only one form Is ne^ed» and once the ^loyee fills out his or ^¥ 
her part-of the form and hands It to the supervisor, the ^^ployee has ^ i : 
COTipleted the process. The Tuition Assistance AOalnlstratbr approves the 
request and arranges with the financial office for the prepa^ent of the 
tuition fee. Those interviewed all indicated that they f otm^^thls procedure « 
unlntis^datlng, easy to use, ^T^quick. A ntsdi^ of saplqyees praised thsM? :>j 
efficiency and respoMlveness of the Tuition Assistance; Office a^ exprW^d^^ 
warm appreciation of Toni Gallagheii, ^the^ Tuition Asslstm^^ 
for her Interest and concern and for her ready availability to anmrer/ 



questions, expedite requests, provide asslstmce la seleetlzig schools 
iliid^trwf erring orbits and Just being thora to give a word of 
iraocmrageiiient^.to Inseoure student. - ^ 

- Iducstlonsl Advlsment - 

Each ntw appllosnt for tuition agsistuae Is rsqulr^ to consult with 
rthe faitlon Asslst^cs Administrator or" vlth Educational Counselor Ed 
IXeBois prior to the submission of the Kiitlon ^slstuee gequast Form, 
These sessions provide an opportui^ty for the mployee to clarify his or 
her educational and career goals and to deter^ae if the propose course 
of studies meets the guidelines of the plan. It also enables an ^loyee 
who is considering several alternative cowses or programs' to receive 
knowledgeable help in deciding which alternative will best advaiice work 
or career goals . at Fq^roid * These sessions s of course , also give the 
Tuition Assistance Off ice a chance to li^luence the CTployee in the choice 
of programs and school^s wd thus provide a means by which Polaroid lOMage* 
ment can exerclse^:some control over the ^ucational choices of ^pl6yees> 
Although plan particlpanCs interviewed during the study Indicated their 
supervisors had helped thra the most in deciding on courses and programs, 
they also stated that educational counseling ^d re-afflrm^ their decisions 

and assure thoa that their plans met the guidelines for assistance. At 
minimum, the required consultation reduces tlie chances of misunderstanding 
and disappointment on the part of the Mplpyee. 

OrEanizatlonal Factors 

^: ..Organizational factors are harder to Id^tlfy and correlate directly 
with the Nigh, rate oi j^loyee participation In the Tuition Assistance 



Plan. However p a^aral faetora warm coaclmially citad by aanagOTant 
officials aiid ^ioyaas as »ualal to mploy mm par tlolpa clou In both 
internal and ^tarnal aducatldn progrmi8» 

Corporata ^panalon appears to ba a major factor In ^ployae parti- 
elpatlon In ^ucatlon. Except for a brief sltmp In 1974-75, the Polaroid 
Corporation has been gradually aKpandlng Its operations a^ Its workforce 
since 1S48 when the marketing of the Lacd camera catapulated the company 
Into the rai^Ls of the major Merlcu corporations. The last tan years 
have been a period of particularly rapid growth marked by the opening of 
a number of new manufacturing plants In the Boston area. This kind of 
growth means opportunity and mobility for Polaroid's ^ployees. If they 
can acquire the education aod training necessary to fill the new Jobs 
that are openini up. Opportunity for OTployee irowth le especially broad 
In the technical fields. Skilled technlcanSp tradespaoplep . computer 
specialists, scientists and engineers are needed at Polaroid, and, in 
fact, the corporation Is Increasingly orienting Its .education and training 
prograffls in these directions t Interviews ^th mp loy^es cur rently study^ 
Ing for college degrees under the Tuition Assistance Plan revealed that they 
are vary aware of the areas of opportunity and of the^iportance; for pro- 
motion of choosing reliant educational'^rbgrmis^ and degrees. Since ^ ^ 
employees Indicate that their primary reasons for undertaking education or ^ 
training are promotion and advancement, it sa^s reasonable .to assume that 
the eKistenca of a broad range of promotion opportunities Inlays a major 
rola in their decisions to go back to school, V 3 

Corporate management commitment to mployae development and to a policj| 
of promoting from within means that education at^ training are available t"t^ 



accessible » and highly promoted, MaMg«s md supsrvlsQtfs are ^eeted 
to setlvely support and ^coursge the development of their OTployess 
and to bring to their attention opportimltlea for edycation and training. 
The raployees Intervlwed ^ect support and asslstaaea frra their supervisor 
and they have» In TOst oases, reaeived It, Moreover, because Polaroid is 
convinced that continuing education mwi training for OTployees is a business 
necessity and not an spendable fringe benefit, the eorporatlon has develops 
a wide range of educational services for Its employees. As described la 
previous pages, these Include OTong others: 

m Career Counseling Workshops 

• Study Skills Workshops 

• GID and CLW Preparation Workshops and Testing 

• Diagnostic Testing for Skill Lwels in a Variety 
of Disciplines 

• Supervisory Training In Career Development Counseling 

These services provide nt^erous opportunities for contact between 
OTployees and supervisors i counselors, trainers, teachers, and managers, 
during which managraient and employee goals can be synchronized. The 
services not only help mployees make better decisions about career 
goals and the utility of further education and training, they assure 
corporate management some degree of control over the financial and hwmn 
resources devoted to the raployee development effort. 

The general corporate cltoate at Polaroid appears to be highly con- 
ducive to awareness of and participation in educational activity, 
Polaroid in^resses an outside observer as a lively, compleK and vital 
organiutlon^ Morale seems high, and the raployees (at least those Inter- 
viewed) were coOTaltted to their work, confident of their skills and 
hopeful of continuing growth and develo^ent, Mai^ ^ployees appear to 
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Identify strongly with Dr, Land, the maverick inventor-genius who founded 
the corporation and who exarcisea fionaidarable influfen^ as Chalrpan of 
the Board and Dlraator of Resaarch. Land's conmittiant to the impdrtanoe 
of lifelong learning for ii^lvidual growth and corporate vitality still 
shapes Polaroid 'a policy. According to Education Dapartment staff. Land's 
ideas continue to Influence many aspects pf the human resource development 
program at Polaroid » . , 

Approx^Mtely one-half of the workforce Is engaged in some kind of 
educational activity during each year* Consequently, education and training 
gets talked about at lunch, during breaks, and In the labs* Ixperiences 
are shared^ encouragement Is given, graduations are noted* This kind of ;^ 
atmosphere makes a dlfferencet --Education Iff- j^st In the air at Polaroid*" 

Environmental Factors ; i^i 

The most generous tuition assistance plan could not command high [ftar- 
tlclpation if there were few accessible schools and colleges fo^f ^plbyeMR^^^ 
to attend. Polaroid is located in an area of the country that is satu^ted-^l^ 
with colleges and universities - Including two of the nation^ a most ^ '^'^iiM 
prestigious acadttlc lnatitutionsp Earyard Un^erslty and the IJassachusetts 
Institute of Technology. a major acadCTic centar, the Boston a#aa 
provides many opportunities for higher education to its reaidentSi and 
Polaroid's Tuition Assistance a college ^ucatlon within the ii; 

financial reach of anyj^mployee who qualifies for admission. Quality; ; 
and quantity are available lit jabiindance i Boa ton: University * Tufts ^4MIT| . ' 
Harvard^ ^abson and in a gala^ that includes ^^^^^ 

tiumerous lesser ; lights, amoiljg ^th^ a scattering of conmunlty and Junior X S^^ 
coiuges and vocational/technical schools; Such variety ensures that iim 



i ai^ Interests can be met, and that a school convenient to an ^ployae's 
or workplace can be found In most instances* Such a wide range of 

rtunltiea would appear to contribute significantly to contlimed 
levels of CTployee participation in poscaecondary ^ucation. 
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VII* CONCLUSION 

This study hma exaained a tuition assistance plan initiated 20 
years ago as part of a aeliberate effort to attoulate employae partici- 
pation in education a^ training activities. The plan has had high-level 
managOTent support throughout its life, and its provisions and admini- 
stration have been modified Qver the years to meet the changing needs of 
the Polaroid Corporation and its workforce. 

The findings of this study (and The Tuition Assistance Plan's long 
record of sustained and high OTployee participation) make a strong case 
for the effectiveness of tuition assistance as a tool for human resource 
development, particularly when It is an integrated aspect of a systMiatlc 
and equitable eoiployee development program. 

However^ any assessment of the success of Polaroid's Tuition Assis- 
tance Flan must take into account the »tensive internal education and 
training program which is offered to OTployees simultaneously with Tuition 
Assistance Benefits. Wille 10 percent of Polaroid's eligible domestic 
workforce participated In the Tuition Assistance Plan In 1978, approKimately 
50 percent of Polaroid's U.S. mployees participated in at least one inter- 
nal or external educational activity sponsored by Polaroid during this 
period. One can speculate, on the basis of this informationi that the 10 
percent rate for Tuition Assistance bears some relationship to the extent 
of internal ^ucatlqn available to employees and to managment decisions 
regarding allocation of resources to the Internal and eKternal programs. 

What is particularly Interesting about Polaroid is that a relatively 
high rate of participation Is suatalned in the presence of extensive / 
pppprtunltles f or Internal educatlonaL^actlvlty. The flndUgs of ; this study 



Indicate that both managCTent ©ff Iclals and plan participants attribute 
high participation rates to two major plan proviiionsi 

1. 100 parcenc payment and 

2. prepayaent of tuition coats. 

These flndlnga are consistent with previous research flyings (mi, 1978, 
Botsmanp 1975) that cost of tuition Is a major barrier to participation 
in ^ucation, particularly for hourly workers^ Both of these provisions 
can be instituted in other tuition aid programs elth^ unilaterally by 
management or through negatiat^ contracts. This study would suggest 
that the imrescnent yields significant returns for both the company and 
the mployee, particularly in growing rad highly technical Industries* 

The provision of career and educatloi^l cowsellng services and the 
CTphasls on supervisory encouragement of education and training also 
appear to have an Important effect on employee participation In the 
Tuition Assistance Plan, Again, this confirms the finding© of recent 
studies (Mfl, 1978p Fredrlckson, at al 197S) that lack of Information 
about Job options and educational opportunities is an Important factor 
Inhibiting worker participation In education. Services, as the pa^^ent 
provisions of the Pla^ could be initiated with relative ease by companies 
or unions to Increase worker involvment in ^ucation and training. 

High-level manageQient conmltaent to human resource development and to 
promotion opportunities for hourly workers are not conditions specific to 
the Polaroid Corporation or to Its Tuition Assistance Plan. They do, 
however, appear to play a large role as incentives to CTployee participation 
in education. Both factors appear crucial to the formation of a working 
enviroiment chat both encourages and rewards employee Invesfinent in 
education and training. This final point may bear soma ^phasls: Foiarold. 



is an unusual organiMtionj with a charismatic founder and a history 
that has the maklnge of an American legend. Its growth as a corporation 
has been ataady and sustained for over 20 years, and it is a high wage, 
technologically sophisticated company* dependent for its continuing 
success on the creativity p innovativeness and technical skills of its 
employeea* While these factors do not reduce the significance of plan 
provisions and administration in accounting for the success of Polaroid's 
Tuition Assistance Plarii they do have an important bearing on the high 
level of CTployee participation in educational activity. 
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